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Training is one o* the many means that an

organization may use to help its emplovees in their adaption to

organizational change.

F. Olsen Ltd. is a major Norwegian

International Shipping organization. This study was concerned with

the Olsen Berths based at Mill Docks in the Port of London.
as defined by senior management at that tiwme,
the supervisors were not prepared to work in ditferent

problens,

follows: (hH

¥ays to suit the new methods of work;
accept that they were an integral part ot management,; and

The miajor
were as

({2) the supervisors would not
(3) the

intergroup rivalry between the supervisors at the two berths was

having a bad effect on wortk output.

The first task tor tbe trainer

and researcher was to produce svme sort of quantifiable factual
cvidonce cf the present activities of the supervisory teamn.
Management meetings were held to identify and solve the problems. The
intention frow the start of this project had been to develop a
raragemen. team at Olsens thit would be self-requlating and

responsible tor its ovn selt-developnment.

The evidence trom the study

suggests that this objcctive was at least partly achieved. The Olsen
study offers some insights into the possible requitements of an

effective change proqgram.
consulted about the reasons for change and its possible eftects,
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All tnose involved in change must be
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Editor’s Note

This booklet is a sumniary of the work contained in a Thesis (355 pages)
submitted for the Degree of Doctor of Philoroply at Birkbeck College.
University of London. Peter Jackson, the author, wus seconded 10 the
Training Research Unit of the Natioral Ports Council as 2 reseirch
Fellow during the period i, which this project was eairied out.

Any semmary tends to change the emphasis of the original. In
editing this booklet 1 have consciously aticmpied (9 extract materiag
which is relevant to the training situation and hence the emphasis is
not necessarily that vriginally intended by the auther of the Thetis.

_ B. Wilkinson
National Ports Counci
1970 Trairing Research Unit

The National Ports Couaeil are grateful to Fred Olsen Fines for the
opportunity provided to their Training and Training Rescarch stalf
for this study.
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Introduction

The 1970°s wnay wel' see a bigger transformation of the working
methods in this country’s docks than has sc far occurred (his ceptury.

This transformation will mcan that most of the industry’s back-
breaking work will no longer fall on the shoulders of the dockers.
tnstead it is the machines which will provide the mu sle-power.

This change will not however oceur at tie same rate in all ports
and we may anticipate that the conventional berth will be « common
sight in mony of vur ports for a tong time to corve. Where this change
Joes come however chere w il be anced 1o use the new expensive machin-
ery as frequently as possible - henee the weed for shift work in the
industry. There will be iewer doskers but their working conditions will
be as good a5 any working group in the country and their wagss will be
as high if not higher than most of their industriat coniemponarics.

This change bas abready reached an advanced stage «t bert™s in

neral ports. Employers at these berths have not found this process of
change an casy one. Thaey have discovered that the strength of their
organisations depends very largely on the knowledge, skitls and attitudes
of the men they employ. Managers have soon reelised that no matter
how compztent they and thar L utordinates were under the old system
of working. a new system rxquires new skills and a new approach 1o
problems.

i scems probable that the problems which these emiployers have come
up against are but a wicrocosm of the many problems which the whole
industry will soon hayve to face. If the i~dustry cen learn front the way
these employers have tackled their problems then the possible savings
i terms of human anguish and return-on-capital may be cnormous,

Training -- Its Importance In A Changing Organisation

Training is but one of the many meaas that an crganisation mar usc 1o
help ir ity adaption to a changing world. We train people because their
shills Jo ot matceh their tasks,

Seen in this way it may be appreciated th Gie training given to
an empioyee may vary from spedific training in ¢ specialised skill
appropriate to a particular task, 1o more gencratised attempts o help
an individual realise his true poteatial,

In the docks industry training Fas a particularly imperiant role to
play. In the past there has been a lack of trust between some employers
and their employees and this has created attitudes which now stand in
the way of modernisation. Training offers the means by which the
enermous changes now going onin the tndustry may be understood and
carricd throughin the most effective manner with proper concern for the
effects on individuals as well as areanisations.
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The research diseussed in this booklet is concerned with the evaluation
of the development of a Management Team working in a rapidly
changing organisation in the London Docks. i particular it is concer-
ned with trying to determine the effectiveness of @ specifiz method ol
Supervisory training. The researcher was in addition concerned with the
usefulness of several evaluation technigues deseloped elvewhere and
this also formed an imporant part of the study.

The results are of considerable interest (o anyone in any way concer-
ned with implementing a change programme in a similar organisatior.
The limitations and implications of the training pregramme are discas-
sed, together with the apparent requirements of a similar but perhaps
more eflective organisaticnal change programme,

The part played by evaluation

Despite the fact that organisational change s an everyday fact of
life for many peeple itis still not fally understood. Managers and soeisl
scientists who create and study change-siteat.ons hind that they soon
become entangled in a wetb: of influence “vhere change in one part of thie
crganisation mevitably cieates change and therefore problems in
another part. Secial scientists have found that changes sought by an
organisation through training will persist only il supported by a runge
of changes elsewhete in the organisation.

{t follows that training within an organisation requires the availabi'iny
of information about changes both in the organisation and the indiv.d-
ual. The trainer must know such things as the productivity of workers,
the turrorer in jobs, when and where new equipment is going to e
introduced. At the same tinwe he needs to h=ow how the workers feel
about their jubs. the organisation and their management.

The provision of this information is one o the most impora
aspects of any training evaluation. a2 roro any evaluation programnie
should consider the following four quedtions:

I, Why and with what intention is a training programme started ?

2. What s the content of the training programme and how is it
implemented?

1 What results are expected and how can they be measured?

4. Wlhat changes have occurred as the result of training which were or
were not expected ?

Secor in this way the evaluation ¢f training is & conlinuous progess
which should relate “he trainic 2 programme to .he achievement of the
organisation’s objectives, Interest in training evaluatior methods has
definitely inc ~cased in the United Kingdom during the last two or three
years. In general. attitudes to the problem of assessing the value of
training have varied. from total scepticism about whethier it is posibe

6
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at alll to a belief in the need 1o prove by “hard” facts that training
really pays ofl. Both the NAPE (Sce Iive Point Plan Jan. 1968) and the
NPC have aceented that training evalnation must ke an integral part of
any fraining pro ramine.

Most organisations which are going to spend money on training will
require evidence of what that training achieves. Up until now the
provision of such evidence has been hampered by a shortage of practical
methods which could be usad to measure the results.

Oflicial reports on training problems to date {for instance. the
series on Supervisory Training at the Ministry of Labour - now the
Dopactient of Employment and Productivity) usually content them-
selves by stating that the problent of training evaluation is one for
further study. [ is seen s eatreely important. but fraught with
difliculties.

Is it then time to say that evaluation is desirable but unattainable?

From the arguments and evidence of European and American work-
ers it would appear that:

Firstly, the nature and possibitity of evalugtion depends on the train-
ing phtlosophy and ebjectives. If training is seen as an individual
cxpericnce which is designed to *happen’ to 1 manager on a training
course separated from other manasgement activities, Jhere are likely to be
very great diflicuhics in proving that the experience will pay-off for the
organisation concerned. If on the other vand. training is not seen as a
programmed activity, butas anattempt to help Lanagers 1o learn more
quickly and develop insight into their problems, evaluation techniques
can well be used to hedp to make the process more eTective.

Sccoadly, it is useful to conceive of the training process as a dynamnic
system in which it is recessary contincowsy to manitor and measure
changes taking place at every point in the system. Lndeed, the trainer
has to carry out this evaluation in order 1o know wiicre he and the
organisation have got to.

Finally it should be appreciated that the methods dudopud for
hc!pmg trainers with the evaluation of “less obsvious changes' created
by training are not as well develaped as those avaitable to help trainers
cva’vate ‘immediate changes’ creat-d by {raining.

The evaluator when he looks at an erganisation must necessarily
interpret that which he sees. 1f his interpretation is wrong, if he is not
fully awarc of the way in which changes in one part of the organisation
can afi’oet the other parts, then he will find it very difficuit io measure
the cffects of training. The further he gets from the “direct’ eflects of
training the more numerovs and diflicult his problems became.

How can we evaluate a training scheme?
1. Subjective evalualion
Most reports on the evaluation of supervisory training rely on the

7
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cvaluation by the participants. By means of quastionnaires. interviews
and discussions. the participants express their views on the training asa
whole. or parts thereot’ the abilitics of their teachers: the facilities they
have been provided with. and so an. These studics tend to culminate in
highly positive Gindings if the participants are satisfied with the physical
setting of a courss and with the people who supervise and teach it While
such evaluations may reveal attitudes to the training programme they
provide no measure of effective change as i resuft of the training. and
therefore have a very limited wsefulness.

2. Training-related measures of change

This method aims to assess chaages during the training in tcrms of
the knowledge., skills and at*itudes which appear 1o be necessary for
eifective job performance. By ricasuring what @ person brirgs to a
ceurse and ecomparing this witn his knowledge, skills and attitudes at
the end of the course some insight may be gained into the usefulness of
the training programme itself.

3. Job-related measures of change

When using this method the first step towards setting-up a training
scheme is to find out cxactly what the trainee has to fearn. In occupa-
tional training. this myolves a systematie analysis of the job with parti-
cular reference to the difficultics and distastes of the peoeple at present
doing the job. and a review of the jnb expectations held by their present
supervisors. Such an analysis will give rise to the determination of
speeifie training objectives stated in terms of an employee™s performance
as well as the specification of criteria for suecessful performance. From
such statements it is possible to develop specific training methods and
media designed to meet these objectives. The final stage in the process
is to evatuate the newly derived progranime in terms of its own stated
objactives and eventually with on-the-iob performance.

1f a trainer’s aim with an evaluation study is to show how training
changes the performanc: of participants on the job, it will be necessary
for him (o devise job-related critena in order to measure any effect
of iraining. In thus committing himself, he should be aware of and
accept the fact that relevant performance data are extremely difheult to
obtain. The job situation of minagers in general depends not only on
what they do by themsclves or in coliaboration with other staff but ahvo
on the organication’s policies. the external fluctuations of business,
and so on. 11 the fare of this complexity the trainer usually has no
choice but to rely on subjective cvaluations by the trainees or their
superiors.

On the other hand if the trainer uses only training-related criteria to
find out how a course has hanged the knowledge. skills and attitudes of
its participants, he should accept that this will not cpable him to
answer the question: how has training influenced participants” perfor-
mance inthe joh situation?

8
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The Olsen Study

F. Olsen Ltd. isa myjor Norwegian International Shinping organisation,
This study was concerned with the Olsen Berths based at Millwall Docks
in the Port of London,

During the winter of 1966-67 the organisation, which is heavily
cornmitted to a Unit Load concept of *through transporiation® decided
to build a new berth at Millwall Docks to be ready for the summer of
1967. The Unit Load System alse neeessitated, apart from a new berth,
new ships with side-port loading and discharge. requiring totally
different cargo-handling techniques. The old and new berth had a
distance of approximately half a mile between them.

It became clear to Olsens. whilst negotiating a new agreement with
the men operating the berths, that the traditional precedent-bound
labour-force with its maximum protective practices, ‘casual labour’
system and fluctuating wages would not perniit fully effective time-sav-
ing in the way that a Unit Load system could provide. For this reason
Senior Management in Loncon decided that the quickest way to over-
come these labour problems was to buy the book™ In June, 1967, the
cxisting labour force, 250 strong was ‘decasualised’, in the sense that
cvery man was offered a Tes ninal Agreement Contract which ensured a
salary of £29 10 0d. per wee! plus overtime. (The average Take-home
pay for a London dock worker, including picecework, bonuses and
overtime, before Septenber 1967 was £25 10s. 04.)

The organisational structure of the berths at this time is given below:

Senior Manager

1 -

- t
Superintendent Superinteadent
(New Berth) {Old Berth)
5 Supervisors 6 Supervisors

\ o
e
—

250 Work Force
(working on rotation between berths)

DIAGRAM 1

Throughout this study the term Scnior Maragement is used to
include the Semor Manager plus the two Superintendents. The Super-
visory Team consists of all 14 stalf personnel. The Superiisors are
first-line management in direet control of the Work Foree and it is this
grade with which this study is initially concerned.

8.
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The Work Force was split approximately half to cach berth wird the
nien worked on a rotation basis. Traditional gang structures in the Worl
Force were broken down and the men divided admini~uatisel into
Work Units of nine nien, the number which seemed to give cptimum
aopportunity for flexipility.

Alimited agreement was introduced at the new berchin May 1967 and
one of the major problems to emerg: was that the Supervisors were
finding it difficult to adzpt (o the new situation.

Having thus ‘changed’ the old system so rapidly the OGlsen Munag.-
ment had anticipated few Work Foree problems. They soon found that
this was naot the case and ai the peint of the Work Force Terminal
Agreement being signea. the Senior Mansger at Olsens vontacted the
Training Division of the National Poris Council. Fowas agreed that one
of the Training Development Officers should be assigned part-tinie as a
Training Corsultant to the organisation. (He is hereafter raferred to as
the Trainer).

At this stage also, a researcher, from the National Ports Cowncil's
Training Reszareh Unit first came into the organisation,

The major problems as defined by senior management at
that time were as follows:

I. The Supzrvisors were not prepared to work in dilterent ways to
suit the new methods of work,

2. The Supervisors would not aceept that they were an integral part
of management.

3. The inter-group rivalry brtween the Supervisors at the two berths,
which was the result of previovs status differences, was having a
bad effect on work output.

The researcher saw in this situation the opportunity to answer (wo
questions:

Firstly, in this organisation the cuphasis in the Trainer’'s activities
was to create a Supenvisory Team which wonid be consulted on all
matiers relating to the working of the beritis, and which was eventually
1o participate in company policy decisions regarding change. Wes this
Lind of Supervisory development possible and, if so, how and witt what
results?

Seeondly, there had been a great deal of controversy over the past
two or three years regarding the value of the National Examination
Board of Supervisory Studies (N.E.B.S.S) system of Supenvisory
training and other formal largely classroom-based Supervisory training
courses. How would the alternative system of Supervisary development
adopted by Olsens relate 10 these systenis?

10
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The initial stages

The first task for the trainer and rescarcher was to produce some
sort of quantifiable factual evidence of the present activitics of the
Supervisory Team. As a first step they met the Supervisery Team aad
explained that Senior Management felt that the performance of the
Management Tcam as a whole could be inproved. They also peinted
ot that Senior Management realized that the change in working
methods had created many new problems for the Supervisors.

Their next step was to interview cach of the Supervisors and carry
out activity-sampling on several of them. From this. job descriptions
for cach of the four major supervisory funetions within the organisation
were drawn up.

Having obtained this information the task for the Trainer, the
Rescarcher and the Management Team wis then Lo attempt definition
of Problem-bascd Change Objectives and ihie nicans by which these
objectives could be attained. These Change Objectives were defined and
re-defined after a cymplex series of "give” and “take’ meetings broween
tie Senior Manager, tire Trainer and the Rescarcher over a considerakic
period. They were also discussed and agreed with the Supervisory
Team. Only certain changes which could be measured and which were
defined in terms of their measurement were subsequently used by the
Rescercher as nieaningful Change Objectives.

The develnpment of a training method

The Trainer’s intention was 1o use a problem solving type of approach
o Supervicory training in Olscos It followed then that the emphasis
within the training method used would have to be on helping the
Supervisory Team to find and establish realistic and efficient means of
dealing witl their particular work prablems,

There appeared to be a number of ways in which this might be

attempted:

(a) The Supersisors could be helped to look at their own situations
critically and analytically as a tean.

(b) The Supervisors could be helped to evaluate and learn from their
own experience. This could be partly a psychological problem
imolving the butdding up of mutual self-confidence so that
mistakes could be openly discussed and parily a question of
deliberately setting aside time for such discussions.

(¢) The Supervisors could be enceuraged to give more information to
Senior Management about *shop floor” problems and conditions.
This would mean that the Supervisors would have to realise that
keeping silent about their problems could only be successful in
pretecting their interests in the short-run. Further they would

10
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nave to realise thal any strategy aimed at “.raining’ the Senior
Manager to take a miore realistic view of their problems would
b: to their benefit. Such a course would clearly require a change
in the attitudes of the Scnior Manager. He would have to be in
claser contact with Supervisors and be ready to investigate any
problems they might have.

With these ends ir mind the major characteristic of the training
strategy at Q'-ens was an emphasis or the study of job activities and the
use of feedback data from the evaluation of the ‘training” to the
Management Team. One of the principal jobs of the trainer was to be
a catalyst in the analysis of work techniques currently in use, and to
provide info. _tion cither himsclf or thiough others which would
assist in assessing their value,

This strategy was based on the assumption that it may be possible
1o getapparent acceptance, but it w. uld not be possible to get commsit-
ment by imposing targets on the Management Team. It was considerced
that the establishment of new approaches to the task should involve
the Senior Manager, the Superintendent and the Supenvisory Team in
the joint, open considerz .on of tneir wosk situation and its attendant
problems,

The training methiod in practice

Having decided on the training method to be used mect 1gs between the
Supervisory Teara the Trainer and the Researcher were arranged. Senior
Management were not present at these meetings initially.

Full confidentiality of any faformation given to the Researcher
was agreed and the Trainer explained that any discussions arismg or
decisions taken at the meetings would not be reported to Senior
Management without the consent of the Supervisors.

The Trainer emphatically stressed during these meetings that any
Iearning. desclopment or changes that might result from the meetings
would be totally the responsibiiity of the Supervisory Teim. The
Trainer would not be making recommendations for change: he would
simply be providing ideas, information. facts and theory which would
cnablc the team to make its own decisions in a more informed manner.

During the next month four meetings batween the Supervisory Team
and the Trainer (with the Rescarcher present) took place before the
Team rcalised and suggested that there appearcd lit le point in using the
Trainer to relay information to Senior Managemen?. Instead it was
decided to have weekly meetings at which the Superintendents and the
Senior Manager werc iavited Lo participate. These then became known
as the Management Meetings.

The purposes of the management meetings were to be;

(i) To identify problems facing the Management Tean and the
reasons for their existence.

11



O

ERIC

Aruitoxt provided by Eic:

(i) To invent passible solutions to the problems in the form of
necessary change whatever their nature.

(iii} To plan implementation of these solutions through existing or
newly constructed channels of communication.

These meetings e keld during the lunch break each Tharsday and
were scheduled to .u. for 1] hours.

At [irst they were typified by individual conflict, individual apathy
and the non-participation of certain members of the tcam. By the end
of the fourth month of these meetings however the team had begun to
take inportant decistons regarding Team policy towards niethods of
wark. It became  byious at about this tme that the amount of in-
formation which was becoming available was too great for meaningful
discussion by the team. It was therefore decided. at the request of the
Management Team, to hold an *ofl-the-job" weekend Seminar.,

As in the weekly meatings the Trainer had three major functions at
the discussion sessions held during this weekend:

to focus the Team's attention on doing something constructive
about problem arcas.

to ensure that the team dealt with problem arcas which might
have been sidestepped or cvaded.

1o feed back evaliation data.

After the Seminar the Team returned to their weekly mectings with a
reported increased insight into their development and the ways in which
they were operating. Over the following sesen months however relations
between the Work Force and the Management Team deteriorated
Jargely because the Senior Management had been unable to fulfil some
of the promises they had made when the original agreeracnt had beei
signed.

During the ninth month of the study an extension of the work with
the Management team was developed. Fise meetings between the Senior
Manager. the Trainer and the work Units were held at which the
members of the Work Force expressed their views on thieir problens. In
all 150 members of the Work Force were imvolved in these meetings.
When further mecungs were delayed for three weeks however the rest
of th> Work Force refused to attend any fuither meetings.

Tace situation between the *Work Forve and the Supervisory Team
dcteriorated quite rapidly. After a sproximately one month of individual
attempts by most of the Supervisors te gain the confidence of the Work
TFoice. the Supervisory Team began to withdraw increasingly into the
‘security” of the Management Team. Finally the Supervisors began to
splinter into two groups at the Managenient Mectings.

As a result it was decided to spend a second weekend at an ‘off-the-
job" Seminar to discuss the problems of the Work Force “alicnatior”.
This Scmvinar like the firat sr - .d 10 have a beneficial effect.

13
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It was following this second Seminar that the Trainer beaan to meet
passive resistance to his role in the weekly meetings, After a phase in
which he re-examined his activities as the Trainer he finally decided to
nhase out over a three-week period.

One of the muior factors influencing his decision to leave was the need
for the organnation to continue desveloping without the influence of a
consultant trainer. The resistance was a signal that the team were
becoming self-suflicient. In addition he was concerned that he was in
danger of heing manocuvered into an “execut . 2" rolein the organisation.

At the final meeting attended by the Tiainer, he muade clear his
willingness to be available to the weam < and when they considered
necessiry, The stady had been running for a period of approximately
fiftcen months and the trainer had attended a total of forty-cight
Management Meetings The continuing role of the Researcher was also
discussed at the meeting and i was decided that the final evaluation data
should be made available to aid Team deselopment. and that when this
had been completed te Team should atempt. with the help of the
Rescarcher, to measure their own effectiveness over time (e.g. evaluale
their own des~lopment),

What was achicved?

The intention from the start of this project had been to develop a
Management Team at Olsens which would be self-regulating and
responsible fer its own self-development. The evidence from the study
suggests that this was at least partly achieved. To quote the Senior
Manager:

“Whatever the Tim tations of the method, this form of Supervisory
Training has Ied to the development of a Management Team in this
Orgarisation that is now acutely aware of its own strengths and
weakiesses, and this fact afone should enable particular individaal
Supervisors to work on their day to day problems in a supportive,
construetively critizal atmosphere’”.

The analysis of the evaluation date showed that important changos
had occurred in terms o the change objectives of the study. In particular
one of the change objectives used was to demonstrate a decicase in
manning costs at the tarminal in terms of the tons per man hour loaded
and discharged at the tvo berths. The results can be seen in Diagram 11,
All of the lines apart from the Mediterrancan Line (which was snll
sending gencral cargo using the old methods of carge hardling).
showed considerable improvement in terms of tonnage per man hour
over the evaluation period. The Canary Line is the one line Jhat fully
utiliscd mecranised carzo-handling methods with new ships in the new
berth. Te the extent that it was this line which showed the most marked
overall impravements the wlanagenient Tecam can be <aid to have been
suceessful,

14
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It is not intended to suggest that the training programme for the
Managemsnt Team nad in isolation produced the increases shown in
Diagram [I, There are many possible causes of these increases which
have nothing whatsoever to do with the development of the Manage-
ment Team. Despite the influence of these other variables however, itis
stiil true that the problem-centred training programme which the Team
has been through must have played a cniticat role fn events at Olsens.
The Senior Manager and the majority of the Supervisory Team in linal
interviews believed this factor to be the greatest single contribution to
the improveraent in throughput figures during tne evaluation period.

Lessons for the industry

Change in an o: ganisation has no beginning and no end if that organisa-
tion is going lo continue to adapt to changed circumstances. Olsens
is no exception to this rul2 and for "hat rcason any conclusions drawn
as a result of an eighteca month study cannot be final,

Nonetheless the Olsen study offers an insight into the possible
requirements of any cflective encnge programme that other employers
witain the Port Transport Industry might contemplate.

They should appreciate that the introduction of a strategy such as
that described in this study may well produce considerable stress within
an organisation and that {or this reason the «fanagement Team should
be heavily coramitted to change. Obtaining this commitment may be a
long and time-consuming nrocess but the alternative if any single
member fails to mairtain this commitment may be that the entire ¢hange
strategy will e threatened,

Severa! fimitations of the training strategy used at Olsens became
apparentduring this study and these need to be borng in mind by other
cmployers:

Firetly. it is necessary for all those involved in change 1o be consulted
abuout the recson for change and its passible efeets.

Secondly, the composition of a Team undergoing training of this
nature should be based not on departmental boundaries, but on the
reality of effective working retationships. In the Olsen study. therefare,
the Waork Force should have been consulted more fully on certain issues
l.ving discussed by the Management Team.

Thirdly, those involved in the training have to belicse implicitly
that the new behaviour required of them has relevance to their jobs,
They mey have to learn some new shills, they may hasve to devetop some
rew attitudes, they waay cven have to change their whale frame of
reference in order to deal with the new situatton. Whateser the nature
of these deminds they have to sce that their job is becoming more
satisfying or morc challenging as a 1csult of the change.

Finally, the cffectivencss of such a training strategy with depend
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1o a very great extent on the competence of the Trainer. This poiat is
probably best clarified by the Trainer in the Olsen study:

“One of the major constraints of any work of the nature described
is the acceptability of the TraincrjRescarch Team to the organisa-
tion concerned, The influcnce that the Trainer can exert is directly
rclated 1o how much he is respected and trusted and this is to a
large extent dependent on how ‘safe’ the people with whom he is
working feel in the situation he is influencing. A related problem
which arises is that the more any organisation is investigated the
more its deficiencies become apparent. Unless a sense of proportion
is retained those concerned with its management may dwelf too
much en what is wrong. losing sight of that which is working
suceessfully.”

In addition to these requirements the Qis:n study has suggested

certain other factors which would be critical for any successful change
strategy:

(¢} The strategy should rot attempt to insist on changes at a deeper
level than the participants can cither sce as meaningful or are
prepared to be committed to.

(h) The objectives of the strategy and its capected pay-ofl should be
agreed by all those involved.

(c) The strategy should have no hidden abjeciives on the part of

cither the Trainer, the Management or the Training Team.

The strategy should not be altered without those invalved being

fully awarc of any implications the changes may have for them-
selves.

«

(e) Their progress should be constantly monitored back to the
Training Tecam. Short-term reports on feedback sessions are
likely to be mare important, in terms of maintaining commitment

to the strategy. than detailed but delayed reports.

This study would suggest that the whole concept of off-the-job
training courses leading 1o supervisory qualifications nceds to be re-
examined in terms of their relevance to performance on-the-job. The
N.E.B.S.S. courses in particular make the rssumption that there are
certain skills and areas of knowledge which all supervisors should learn.
and which can be taught on common traini: g courses, irrespective of
the participating supersisor’s jobs. This study would tend to throw
doubt on this assumption even for the N.E.B.S.S. courses when all the
supervisors arc from the same industry and similar working environ-
ments particularly if the courses are an isolated training cxperichce.

The training strategy employed at Olsens attempted 1o assist the
individual supervisor 1o solve his own particular problems as they
occurred. Not only did itinvolve the Supenvisors, it involved the whole
Management Team. 1t therefore aveided creating the situation where a
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Supervisor returns from g ‘package’ training course only to {ind that he
is unable to put into practice that which he has learnt because other
members of the organisation have not had his training.

This study has revealed many of the pitfalls awaiting other employers
who are preparing to institute a change programmg. This does not mean
that these employers should necessarily adopt the same means for
handling change as was adopled at Olsens.

Rather it is to be hoped that employers in the industry may extract
principles from this study which they may find useful in their own
situation.
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